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Executive Summary 

 

 

HelpAge International, a network of nonprofit organizations based at London, wanted to 

utilize the expertise and skill sets of its Affiliates through the project titled “Mapping expertise 

and improving communication in the HelpAge global network”, in order to better serve its 

mission and vision of ‘a world in which all older people can lead dignified, active, healthy and secure 

lives’. HelpAge wants a user-friendly and time-efficient information management tool/ system to 

simplify its ability to continuously map the expertise of its Affiliates and use it across the 

network to increase efficiency and effectiveness. This paper empathetically analyzed the whole 

network data flow dynamics. On research and analyses of the organization structure and 

functioning, it has been found that the problem is more complicated and deeply embedded in the 

other elements of the organization and needs higher level of adaptive solution than merely a 

technical quick fix solution.  

The network of HelpAge International was established by its promoters without clearly 

defining the roles and responsibilities of its Partners/ Affiliates. The processes and systems of 

operations were not well defined. Even after the network came into existence, there were little 

effort towards increasing its efficiency and effectiveness. The network seems to be still working 

on ad-hoc basis without a long term embedded strategy which otherwise is essential for the 

success of organization. In the present set up, the individual organizations in the network are not 

exchanging/ sharing information, expertise and experiences, although they have rich knowledge 

and expertise. Proper tools for expertise mapping are lacking; an efficient system of 

communication and information sharing and learning within the broad network of organizations 
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is absent and these are affecting the performance of not only individual organizations but the 

HelpAge network as a whole. 

This paper analyzed various stakeholder keeping in view the involvement, interest, 

impact, power/ influence and position/ attitude of different players in the process. Utmost care 

has been taken to fulfill the aspirations of all the stakeholders in the process and focused on 

building positive coalitions to utilize the positive synergies and magnetism amongst the 

organizations in order to realize the potential of such a large network. After studying the network 

dynamics, an extensive literature review and best practices, it emerged that the situation can be 

mitigated using one or more of the five strategies. The simplest and easiest to do is to maintain 

“status quo” with minor improvements by just redefining the roles and responsibilities of various 

constituents. On the other extreme, the strategy of “organizational restructuring/ reframing” is 

just like reinventing the wheel - dismantling everything and reorganizing the network. The third 

and fourth strategies that is the “database approach” and “social network approach” are basically 

technical solutions to the problem by adopting available tools and technology albeit in different 

ways.  The last strategy is “integrated framework approach” which harnesses the best of all the 

strategies apart from stressing the need for adaptive leadership approach. These alternatives were 

pitched against the set of evaluative and analytical criteria called 5E i.e. equity, efficiency, 

effectiveness and sustainability, economic (administrative and implementation) and execution 

(education and feasibility).  

This paper shows that, after working out the tradeoffs, the fifth alternative i.e. Integrated 

Framework Approach is best suited to address the issues plaguing HelpAge and have 

recommended developing leadership and improving communication/ data sharing within the 

network. As a part of this approach, a software module for mapping the expertise of Affiliates 



3 
 

has also been prepared, which can be used by the organizations for creating database and 

accessing information about expertise and generating required reports. The module would be 

useful tool for connecting to other organization working is filed of interest and thereby would be 

of immense help in developing partnership and collaboration building. However, underline fact 

remains that the module would be ineffective without the availability of correct and relevant data 

from all the Affiliates in the network. Thus, it is highly essential that the basic data obtained 

from the Affiliates are extensive, correct and properly validated, which can only be achieved by 

adopting the “Integrative Framework Approach”. 
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I. Introduction and Background 

 

Rapid urbanization and migration of young people to cities for work, tighter work 

schedules and desire to earn more to afford the “modern day objects of desire” have all taken a 

toll on today’s older generations. The large extended families are being converted into nuclear 

families, with the young having very little time to spare from work and children for the older 

generations. This fast expansion of culture of small nuclear families is making the older highly 

vulnerable.  

As this is a worldwide phenomenon, it has been felt that a standby mechanism, apart 

from traditional filial support system, should be there to enable older people to lead a healthy, 

honorable and productive life.  With a spread of this problem from developed to the developing 

world (and ultimately to the underdeveloped world), the plights of older people are becoming a 

cause of concern the world-over and some organizations (generally local, non-government, 

nonprofit or voluntary) are taking up this niche of taking care of the older and neglected. This 

has led to the emergence of organizations in the third sector in different parts of the world to 

address the issue at the local levels.  

With these emerging demographic trends, it is becoming amply clear that the problem of 

care for the older people is going to become a serious issue in the times to come as the world 

population is fast ageing with transitioning towards a constructive phase. As per the 

Demographic Transition Model, a population pyramid generally becomes inversed (i.e. more 

number of older people) with low death rate, low birth rate and higher life expectancy. This 

inversed pyramid is becoming more common and is a typical pattern of developed and fast 

developing countries with high level of education, easy access and incentive to use birth control, 

good health care, and few negative environmental factors.  
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The issues of elderly care have become important today because the population 

projections show that the number of persons more than 60 years of age will increase from one in 

nine to six in nine by 2050, thereby making this phenomenon an unignorable public policy issue.  

This led to the issues related to the older people being discussed for the first time at the 

international level under the larger umbrella of the United Nations. The first convention on 

ageing under the United Nations Population Fund (UNFPA) took place in Vienna in 1982 and 

charted the way for the course of action to be adopted for older care especially in the developed 

and the fast developing world.  

These growing concerns prompted the organizations working locally, in the field of older 

care the world over in a loose coalition, to come together and forge a global partnership in the 

form of HelpAge International with its headquarters at London. Five like-minded organizations 

from different parts of the world, committed to improving the lives of older people on five 

different continents, joined hands to form HelpAge International.  The network structure has 

been at the core of identity ever since. Today, HelpAge Global Network consists of HelpAge 

offices spread across the world and has nearly 103 Affiliates working in more than 70 countries 

across the globe striving to improve the rights and conditions for older people. The organization 

envisions the world in which all older people can lead dignified, active, healthy and secure lives. 

The three key objectives with which HelpAge International was founded were: 

·         To support the development of organizations working with older people. 

·         To provide a voice for older people, especially the most disadvantaged. 

·     To develop grass root project activities to support and enable older people to lead a 

dignified life.   
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The Second World Assembly on Ageing took place in Madrid in 2002. Twenty years 

between the two World Assemblies saw significant transformations in society as well as in 

individual lives. Among the most important had been the increase in the number of older people 

in the developing world and emergence of completely new geo-political and economic 

configurations in the European and Asian countries with ‘economies in transition’. New 

challenges include the information revolution, which has brought with it the so-called ‘digital 

divide’ between societies at different stages of development, and the HIV/AIDS pandemic with 

its devastating impact in developing countries. 
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II. Problem definition 

 

HelpAge International has proposed a project under the title” Mapping Expertise and 

improving communication in the HelpAge Global Network” seeking advice on how it can best 

facilitate communication within the network and, specifically, it has sought answers to the 

following research questions: 

(i) What are Affiliate’s unique area of expertise? 

(ii) What type of materials are Affiliates interested in receiving via HelpAge’s online channels? 

(iii) What type of materials are Affiliates interested in sharing via HelpAge’s online channels? 

(iv) How can HelpAge improve the online communication with Affiliates? 

 

The HelpAge, thus, has sought a user-friendly and time efficient information 

management tool or system to ease the ability to continuously map the expertise of Affiliates. In 

addition, HelpAge also wants to know the information and materials in which its Affiliates are 

interested in receiving and sharing besides knowing the ways to improve the communication 

within the network.  

The above problems are more complex as they seem to be. The problems are not only technical 

but have other aspects associated with it and thus needs holistic probe before proceeding further in the 

matter. 

 

HelpAge International, with its headquarters at London, is the secretariat of a network of formal 

relationship of individual organizations in different parts of the world. The network is open to any 

organization involved in the issue of individual or population ageing, with the capacity of working in its 

advocacy, research, policy, training, programmatic or fund raising. It works with Affiliates and 



8 
 

independent partner organizations at an operational level in the implementation of specific contract/ 

projects. HelpAge International’s operational and policy development center is based in London and 

supports seven regional development centers for Southern Africa, East West and Central Africa, East Asia 

Pacific, South Asia, Eastern Europe and Central Asia, Latin America and the Caribbean. HelpAge 

International also works through country development programs and country project offices. 

The network of HelpAge was basically created to learn and share across countries and regions 

and maximize influence when advocating and campaigning for improved rights for older people. The 

network structure of HelpAge basically multiplies the number of people HelpAge represents. The vast 

potential of the network is to do joint programs of work and feasibility of programs in addition to 

existing, country and region specific programs for HelpAge network. This helps the network to improve 

learning/ sharing, maximize the impact and understand the feasibility of a global program besides 

identifying the Affiliates that have the expertise and capacity to support this. This also provides an 

opportunity to work with a truly global organization to help us understand the unique expertise of many 

Affiliates better and advice on how to best facilitate communication within the network. 

But after careful analysis, it has been found that the network of HelpAge International 

was established by its promoters undermining the need for well-defined processes and systems of 

operations. It seems that no serious thought was given on the issue even after the creation of the 

network on increasing its efficiency and effectiveness. The network seems to be still working on 

ad hoc basis without a long term vision, which is essential for long term success of any 

organization. In the present set up, individual organizations in the network, in fact, are not 

exchanging/ sharing information, expertise and experiences. There is a problem of lack of tools 

for expertise mapping, an efficient system of communication and information sharing and 

learning within the broad network of organizations, which is affecting the performance of not 

only individual organizations but also the network as a whole. 
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In the absence of information sharing and learning system, the individual organizations 

are working in complete isolation and are not taking full advantage of the capacities in the 

available network. Due to non-leveraging of available information, the network is unable to 

efficiently and productively use the capacities and talents of the organizations in the network. 

The network has not been able to utilize the benefits of synergies within the network. The 

organizations are also not in a position to share the best/ worst practices to improve the 

performance of both individual organizations as well as the network. 

It is quite surprising that in this modern technological savvy world, HelpAge 

International still lacks an effective information management and sharing platform, which is 

affecting the performance of the HelpAge and its Affiliates adversely.  There is no system of 

formal collection from constituent units and its maintenance/ updation on a regular basis. As a 

result of which, the organization is lacking up-to-date information at any point of time. The 

organization seems to be always running in a crises situation. Every now and then, the 

organization is seeking information from its constituent units, which generally becomes stale 

after a few days. The organization is reinventing the wheel every-time for everybody. The 

problem is not as simple as it seems to be. In addition to its technical nature, the causes of the 

problem are deeply embedded in the constituent units, people, processes, structures and systems 

working within the organization. All these causes need to be analyzed before proceeding further 

on the eightfold path of Bardach.  
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III. Evidence of Problem: 

 

To examine the extent of the problem in HelpAge International Network, it is essential to 

first look at the obligations and responsibilities of the Affiliates, benefits accrued to the Affiliates 

by being part of the network and contribution of the Affiliates in the growth of the network. As 

per the Annual Report and the Financial Statements, dated 31 March 2012: “Affiliation with 

HelpAge International is a formal relationship which is open to any bona-fide organization 

involved in the issues of individual or population ageing, with the capacity of working with 

HelpAge International in its advocacy, research, policy, training, programmatic or fundraising. 

HelpAge International works with both Affiliates and independent partner organizations at an 

operational level in the implementation of a specific contract.” 

As per Rules of Affiliation 2012, HelpAge International would support its Affiliates by 

way of: 

·         Providing training and advice in the matter of organizational development, 

financial management and fundraising. 

·         Capacity development. 

·         Influencing national, regional and global strategies. 

·         Engaging actively in information / knowledge sharing by way of regular 

publication like Ageways; HelpAge’s annual reviews, Ageing & Development 

publications etc. 

  

Affiliates, on the other hand, are obliged to pay the annual fees as well as engage 

themselves in the activities of the network like: 
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·         participating in exchange of resources and sharing experience between Affiliates, 

in liaison with the relevant Regional Centre; 

·         providing information to other Affiliates of ongoing work with older persons; 

-         maintaining up-to-date information on the situation of older persons within the 

country or countries in which they operate; 

·         providing material for HelpAge publications such as Ageways, Ageing & 

Development and the Annual Review; 

·         encouraging other NGOs, government departments and private sector 

organizations etc, to focus their attention as appropriate on issues of ageing and 

provide guidance if necessary; 

·         remitting to HelpAge an annual affiliation fee in line with the scale set by the 

Board of HelpAge from time to time. 

But from the statistics obtained from the organization, it seems that the Affiliates are not 

seriously performing their respective roles within the network. This is an issue of serious concern 

as it puts a big question mark on the survival and success of the network in the long run. A 

survey conducted by HelpAge in 2012 (Details in Appendix I) indicates that out of 98 Affiliates, 

only 80 are active. Besides this, only 47 are leading on network related issues. In the survey 

conducted by the HelpAge, only 54 Affiliates responded which means that only 55% are actively 

communicating and timely responding to the HelpAge communiqué regularly. This may be due 

to the reason that many Affiliates are either not effectively connected or are not bothered to 

respond to HelpAge Communiqué. It is further observed that out of the respondents, the majority 

of the Affiliates (about 70%) have an annual budget <= $500,000 and are serving 50,000 or less 

people, which means that the majority of the Affiliates are facing resource crunch or are having 
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little presence in its respective countries. Besides this, only five organizations are effectively 

working towards the network development, which is indeed a cause of worry.  

Another important aspect of the survey is regarding what information the Affiliates want 

to share and by which mode.  It is observed that the majority (68.6% responses) have chosen 

“Opportunity to network and learn and share with HelpAge and other Affiliates” as the most 

important reason to be part of the HelpAge international network followed (58.8% responses) by 

“Opportunity to do joint program and practical work with HelpAge International”. These are 

expected to be achieved by attending the regional conference (76.5% responses) and regional 

training events (62.7% responses) and through exchange visits (52% responses). 

Further as per the survey, only 27.5% Affiliates are actively using Intranet. This may be 

due to the reason that the majority of them (54.7%) do not have access to HelpAge International 

intranet and among those having access to intranet; only 42.4% are using it. This means that only 

20% Affiliates in the network are using intranet. Other modes of information sharing are also not 

sufficient. Only 75.5% receive Ageways Magazine while other form of information resources are 

received by only about 50-60% respondent Affiliates. About 30% respondents Affiliates are also 

not satisfied with the information provided. Lastly, only 44% of the respondent Affiliates are 

paying fees. The main reasons for not paying the network fee other are resource crunch or 

unawareness about the mode to pay. Further, it is not clear which Affiliates are contributing 

towards the network building and information sharing (Details in Appendix I). 

As there are missing links in the survey, a questionnaire (Appendix II) was sent to the 

client as well as the Affiliates for filling the gaps and getting larger data set. But, there was 

hardly any response, which makes it is ample clear that HelpAge international as well as 

Affiliates are not sharing information effectively and there are vast gaps in organizational 
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leadership as well as organizational structure. Most of the Affiliates are financially weak and are 

thus lacking in basic logistics/ information. There is also lack of motivation among Affiliates. 

Thus, there is need to adopt multi-pronged strategy to overcome this problem. 
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IV. Literature Review 

 

From the initial problem definition, we believe that the organizations always want to 

know: 

1. What are the things that are causing inertia in the network? 

2. What are the main constraints on change? 

3. What are the mechanisms for effecting change? 

(Keen, P.G.W., 1981) 

The world today is a small place because all those who dwell on it are part of one 

network or other. The network may be voluntary or forced, though only the former can hope to 

survive in the long run. There are so many kinds of networks today: communication network, 

friends’ network, official network, social network, etc. Not only individuals but even 

organizations are networked. Network organizations put a priority on managing their economic 

and policy relationships with other organizations, suppliers, community leaders, government 

officials, and so forth to increase their flexibility, access to resources and policy influence (Pratt, 

J., 2001). So, it is important to examine the literature behind “how” and “what of organizing 

networks” (Agranoff, R., 2007) to be able to propose steps to make managing of organizations 

for HelpAge International to be more meaningful. 

Nonprofit organizations managed as ‘networked organizations’ look at the world from 

the perspective of their relationships (Pratt, J., 2001). They believe that the starting point for 

setting up of any strategy is community mapping (and not SWOT analysis) by laying out the 

organization’s current situations and needed connections. Community mapping under the 

networked organizations enables the greater sphere of activity for individuals, because of 

bridging of communities and ease in group decision making. Nonprofit leaders also want to 
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increase their autonomy/ reliability of funding and mobilize the power of numbers so as to 

influence public spirit and public policy. For this, nonprofits can use network strategies to 

organize work across functional areas of the organization’s activity (Pratt, J., 2001). So, it is 

meaningful to examine how eager are the nongovernmental organizations associated with the 

HelpAge International to work across borders and what benefits they perceive, in order to devise 

a scheme of things or a platform that would bring them together. 

To define the “network” or collaborative processes, as in the case of HelpAge 

International, we may use the definition of “the process of facilitating and operating in multi 

organizational arrangements to solve problems that cannot be solved, or solved easily, by single 

organization” (Agranoff, R. and McGuire, M., 2003). Thus, we can think about 

interorganizational collaborations and also those that transcend boundaries. 

Networks are non-hierarchical and largely self-organizing as the process of structuring 

and operating does not automatically happen (Myron E. Weinner, 1990). This is absolutely true 

in case of HelpAge International. Here, the organization may need to guide the process for other 

Affiliates. The work may need to be divided, courses of action need to be agreed to and the 

agreements also need to be carried out (Agranoff, 2007). In this cooperative activity, gaps and 

asymmetries in organizational information will be filled and this collaborative activity will 

provide opportunities to gain information as shared source, transform information into new 

learning and adaptation opportunities, develop additional competencies and engage in new joint 

efforts as a result of mutual information processing (Alter, Catherine and Hage, 1993). 

As HelpAge International is involved in interorganizational activities on a global scale, it 

develops a social network to understand and meet the demands of its activities.  It is just like 
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patterns of recurring linkages, either inside or outside the organizations (Agronoff, 2007). The 

premise that organizations are networks of recurring relationships is applied to organizations at 

any level of analysis – small and large groups, subunits of organizations, entire organizations, 

regions, industries, national economies and even the organization of the world system (Nohria, 

N. and Eccles, R., 1992). It has been suggested that this is the age of networks, where networked 

social relationships are replacing other intermediate organizations (Castells, 1996). But, we may 

not wholly ascribe to this viewpoint and tend to  understand that social relationships includes 

multiple network of relationships within and between social organizations ranging from local to 

global in scope (Agronoff , 2007). 

There are also some pertinent questions which need to be answered before proceeding 

further in the matter. 

○ How do we define the HelpAge International? 

○ By defining an organization on the basis of its characteristics and activities, can 

we analyze the problem that ails it? 

HelpAge International has a formalized interorganizational network and a permanent 

status, regular formal meetings, leaders and participants, work groups, identifiable partners. As it 

has been formally established as an organized entity, it can be classified as a Chartered (global) 

Network organization with its own website and newsletters. It has the capability to bring the non-

profit and for profit sectors together with government on the number of policy issues. Moreover, 

in this case, the public and private actors involved do not act separately, but in conjunction 

operating as meta-organizational bodies (Agronoff, 2007). 
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The problem is how to manage the activities in this kind of network when none of the agencies 

involved on their own has neither monopoly, mandate, resources, information to deal with an issue nor 

interested/ motivated in building a strong global network for older people. 
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V. Theoretical Framework 
 

The evidence and literature review above shows that there is an inertia to share and work 

together in the HelpAge Organization. “Social inertia” is a complicated way of saying that no 

matter how hard you try, nothing seems to happen. The main causes of inertia in relation to 

information system are: 

(i)  Information is only a small component of Organizational decision processes; 

(ii)  Human information processing is experimental and relies on simplification; 

(iii) Organizations are complex and change is incremental and evolutionary where large steps 

are avoided, even resisted. 

(iv)  Data are not merely an intellectual commodity but a political resource whose 

redistribution through new information system affects the interests of particular groups. 

(Keen, 1981) 

 It is a general perception that information systems play a central role in decision making.   

The small human brain has to tackle big problems. Thus, people need help-devices, processes 

and institutions to simplify problem solving (Lindblom, C.E., 1977). But, the decision making is 

multi-faceted, emotive, conservative and only partially cognitive. The formalized information 

technologies are not self evidently beneficial, as technicians presume. Many descriptive models 

of decision making imply that “better” information will have virtually no impact (Keen, 1981). 

Further irrespective of ideas about the decision making, the decision making process do not 



19 
 

actually rely on rational ideas. The gap between descriptive and prescriptive is the main cause of 

inertia. 

Lewitt’s classification (1965) of organizations is diamond shaped where task, technology 

people and structure are interrelated and mutually adjusting. This indicates the complex structure 

of social systems.  

 

 

 

 

Figure 1: The Leavitt “Diamond”: Components of the organization 

So, technology is only one component in the organizations. But when technology is 

changed, the other components need to adjust and absorb the impact of the innovations for 

smooth drive (Keen, 1981). Information systems are only often intended as coupling devices that 

coordinate planning and improve management control (Galbraith, J.R., 1977). Data, in this 

process, is a part of central political resource. The agents and units in organizations get their 

influence and autonomy from their control over information, which they don’t give up easily as 

new information system represent a direct threat to them (Keen, 1981). 

There exist several models for overcoming this social inertia. The Lewin-Schein 

framework and the Kolb and Frohman’s model of consulting process (Kolb, D.A. and Frohman, 

A.L., 1970) are the most used one (fig. 2). 
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Technology People 

   Structure 
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Termination 
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Figure 2: Model for describing and/ or managing change. 

This conception of the change process emphasizes: 

(1) The immense amount of work needed prior to design. Change must be self motivated and 

based on a “felt need” with a contract between user and implementer on the basis of mutual 

credibility and commitment; 

(2) The difficulty of institutionalizing a system and embedding it in its organizational context so 

that it stays alive when the designer/ consultant leaves the scene 
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(3) The problem of operationalizing goals and identifying criteria for success. 

This tactical approach of “Up and In” rather than “ Down and Out” (where directions are 

from top, involving lengthy design/ channel /stages, with a formal system for planning and 

project management) relies on small groups, face to face involvement and participative 

management. The organizations are mainly viewed as groups of actors with conflicting priorities, 

objectives and values (Allison, G.T., 1971). The more the organizations are viewed as a set of 

loosely coupled units, the more emphasis should be on the need to mobilize coalitions to provide 

support for an innovative proposal (Weick, K, 1969). So for getting things done, whether Down-

and-out or Up-and-In, we have to carefully build the coalitions based on complex negotiations. 

The larger the scope of the project and the more strategic its goals, the truer this will be. This is 

because of geometric growth of interdependencies, whose implications extend over time.  

HelpAge can be described as an organization based on the network which can be either 

be informational, developmental, outreach or action networks (Agranoff, 2007). These networks, 

as classified by Agranoff, can be classified and defined as below: 

(i)     Informational Networks are those wherein partners come together exclusively to 

exchange agency policies and programs, technologies and potential solutions. In this network, 

the actions taken by the agencies are entirely voluntary. 

(ii)     Developmental Networks combine the information shared by the partners with education 

and member services, thereby, increasing the capacity of the members to implement solutions 

within home agencies or organizations. 
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(iii)    Outreach Networks combine partners for exchanging information and technologies, 

sequencing programming, exchanging resource opportunities, pooling client contacts together for 

enhancing access opportunities that can lead to new programs and opportunities. 

(iv)        Action Networks are those wherein partners ensure inter-agency adjustments adopting 

collaborative courses of action, and/or deliver services along with exchanges of information and 

technologies. 

It seems that HelpAge International, as an organization, is far more than just an 

Informational Network. It is one of the Developmental Networks, which is attempting to move 

towards the Outreach Networks group. So, there is a need to organize the activities of managers, 

working across organizational boundaries, for improving collaboration in the network. The 

organizations that club together under the HelpAge banner have variations in their mission 

statements and they come together to provide or share information, developing and enhancing 

mutual capacities and seeking new opportunities. There is indeed a need to move the network 

from a stage of Informational/ Developmental Network to Outreach/ Action network to 

overcome all the problems, which the network is facing at this point of time. This is very 

important for long term survival and success of the network. 
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VI. Projecting Alternatives 

 

This section deals with the possible alternatives to the research question of mapping 

expertise and improving communication.  One of the major constraints is the effective 

management of knowledge/information, that any organization or network of organization 

possess. The tools of knowledge management that a network can employ cover a host of 

organizational activities like building databases, measuring intellectual capital, establishing 

corporate libraries, building intranets, sharing best practices, installing groupware, leading 

training programs, leading cultural change, fostering collaboration and creating virtual 

organizations, besides identifying several additional practices  such as informational portals, 

informal mentoring, electronic archiving, list servers of discussion groups, knowledge portals, 

regularly scheduled problem-solving sessions, knowledge maps or yellow pages, expert 

interviews, formal mentoring systems, apprenticeships and decision support systems (Thomas 

Stewart, 2001). 

         Knowledge management is, thus, a movement from data to information and finally to 

knowledge.  Data refers to a set of discrete objective facts about events; while information is a 

message in the form of a document or an audible or visual communication and it moves around 

organized bodies through networks. Knowledge, however, is a mix of framed experience, values, 

contextual information and expert insight that provides a framework for evaluating and 

incorporating new experiences and information (Davenport, Thomas.H and Laurence Prusak, 

2000). 

Knowledge Management is considered to have two analytical components- explicit and 

implicit knowledge. Explicit knowledge is that which can be codified and communicated easily 
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by way of map, chart or drawings while tacit knowledge is embedded in the senses, individual 

experiences and perceptions. One way of managing this explicit knowledge is through expertise 

mapping. Mapping of expertise would enable HelpAge to draw the best of all its partners, sister-

concerns and Affiliates in finding solutions for the work it does. By sharing expertise, it can 

overcome the limitations faced by independent organizations working under its banner. 

         On the basis of analysis of problem and the existing literature review, following 

alternatives have been worked out to bring the HelpAge network out of this crisis:  

 

i)               Status quo with minor improvements 

The existing structure of HelpAge International seems to be too loose with no well-

defined modes of communication not only among/ between Affiliates but also with the umbrella 

organization i.e. Help Age International. The existing communication modes in the network 

include AgeWays (hardcopy newsletter), intranet with related monthly eNewsletter (only some 

have access, usage very limited), website (no structure for Affiliates contributions happens ad 

hoc), Global AgeWatch e-Newsletter, Campaign e-Newsletter, regional e-Newsletters (in some 

regions), and Quarterly letter from CEO to Affiliates. 

From the system study, it has been found that there is no established regular reporting 

pattern/ system from regional offices as well as Affiliates and Partners. There is also no 

formalized system of monitoring and evaluation even at the regional level. The Affiliates and 

Partners are not finding a platform to interact with each other as there is no system of regular 

meetings at the global and regional level. This has basically led to the present crisis of non-

availability of network mapping and improper communication within the network. Thus, it is 

recommended that HelpAge International needs to redefine the roles and responsibilities of 
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various regional offices as well as Affiliates/ Partners. Regular and structured meeting should 

also be held/ organized at different locations for improve interaction and communication 

between the Affiliates. To improve communication, there is also a need for having periodic and 

timely feedback mechanism. 

Although moving on with the present setup with minor improvements seems to be very 

cost effective, but it will not allow HelpAge to come out of present crises. To come out of 

present crisis, the organization needs strategic, if not complete overhauling. 

 

ii)             Organizational restructuring / reframing 

Organization reframing/ restructuring basically refers to a process where we are to undo 

all the previous actions and devise a new plan and fresh course of action for reconstitution of 

organization. In the instant case, organization reframing/ restructuring means dissolution of the 

network and its fresh incorporation/ reconstitution by the due process of law. Restructuring the 

existing network can be done in the form of one of existing information-processing network 

(IPN) i.e. random, small world, moderate scale free (MSF) or High Scale Free (HSF)/ Barabasi. 

While reframing/ restructuring, the organization has to adopt highly flexible and responsive 

structure to facilitate information processing, communication and knowledge sharing. (Kwon, 

D., Oh, W., and Jeon, S., 2007) 
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There is no doubt about the fact that organization reframing/ restructuring can improve 

overall effectiveness, efficiency and equity within the organization. But, organization reframing/ 

restructuring is warranted only under the extreme circumstances e.g. when the situation becomes 

out of control and there is total state of anarchy. It is only done/ recommended when all other 

viable alternatives fail to address the present issue/ problem. This is generally never preferred/ 

recommended in routine circumstances as it is just similar to reinventing the wheel in this high-

tech era. Instead, we can always think of taking some corrective actions to bring the organization 

back on rails/ tracks. 



27 
 

The situation, in the instant case of HelpAge,, is not so worst that it can be thought in 

terms of reconstitution/ restructuring of entire organization. Moreover, the reconstitution/ 

restructuring also involves major cost, the resources for which are neither available nor 

justifiable to spend especially in the case of nonprofit organizations, which are always scarce of 

resources to fulfill the unlimited needs of all the stakeholders. 

 

iii)           Database Approach 

Constructing the database is a complex task. The real world is so complex that to model the 

organization, or even part of it such as a department, is not an easy task (A management 

approach to database application). The database provides a major data resource for the 

organisation. It is an important asset of most organizations. The basic advantages of such a 

system are: 

·         Increase data share-ability 

·         Increase data integrity 

·         Increase the speed in implementing applications 

·         Ease data access by programmers and users 

·         Increase data independence 

·         Reduce program maintenance 

·         Provide a management view of the organization 

·         Improve the standards of the systems developers. 

In the Database approach, the networked organization including the Affiliates, Partners 

and other organization voluntarily feed in data in centralized database. The database is managed 

at central location of HelpAge International and its online access is available to all the 
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organization for seeking experts in the given field of operations. Our client main focus area was 

on developing such a tool for keeping track of developments and works of various Affiliates, 

Partners, sister organizations etc. By having such a database, it would be easier to connect with 

the organization expert in particular field of operation. There are various online tools and 

softwares available for this type of information management. However, there are certain 

drawbacks /difficulties in such a system such as: 

·         The difficulty of evaluating one’s own expertise area. 

·         Difficulty to validate other’s expertise. 

·         Deliberate underestimation or overestimation of one’s expertise. 

·         Time consuming effort. 

(Vennesland, A., 2007) 

But, some of the above difficulties can be overcome by following the framework of 

Expertise cycle – an advanced method for sharing expertise” (Karhu, K., 2002) shown 

below: 

 

Figure 4: Database Approach 
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The basic idea is to first create trust and confidence between different organizations. 

Through socialization and effective communication, the Affiliates/ Partners would be able to 

accurately access and state their own expertise. Then through interviews and other modes, the 

data is collected and fed into the database. This would create the database which is reliable, 

accurate and can be easily validated. This would form the basis for deriving further information 

and expert mapping.  

iv)           Social Network approach 

“Building HelpAge International as the Umbrella Organization or Hub of the Network for 

Knowledge Management?” is the basic idea of the Social Network Approach. Searching for 

information generally means looking into the World Wide Web, intranets and file cupboards, 

rules and policy books. But things are changing fast now. Between 1995 and 2005, tremendous 

changes have occurred and now the most frequently used tools are: Customer-relationship 

management, supply chain management and knowledge management (Bain and Company, 

2010). Knowledge gaps and uncertainties regarding problems and programs remain the primary 

reasons why organizations/ networks organize themselves. So, managing knowledge gaps 

between organizations is one of the most important function in today’s world (Koppenjan, Joop, 

F.M and Erik H.K, 2004). HelpAge International is, thus, also critically placed to play the role of 

knowledge provider to the various organizations under its umbrella. 

         Since networks, unlike a single organization, do not have a hierarchical structure with 

vertical mode of communication where personal and written communications have sway, it has 

to build and develop a horizontal layer of communication. Networks today combine electronic 

and print approaches like e-mail, internal and external website, internal web posting, external 
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newsletters and publications, news releases and project report/ studies. Networks also involve 

themselves in public promotion through development of new and innovative tools. 

       Social networks are seen as a specific set of linkages among a defined set of persons with 

the additional property that the characteristics of these linkages as a whole may be used to 

interpret the social behavior of the persons involved (Mitchell, 1969). The social network 

approach, thus, establishes the relationship between different sets of people, group, network 

organizations, etc … in variety of ways. Not all pairs of objects are directly joined, but some are 

joined by multiple relationships. The network analysis examines system-wide effects instead of 

the characteristics of actors. As an alternative to viewing a relationship in isolation, it treats a 

relationship as a gateway to other relationships through which knowledge or resources may be 

reached (Easton, 1992). The social network approach has been clearly depicted in the below 

figure where nodes denotes the people/ organization/ Affiliates/ stakeholders in the network and 

the lines denotes the relationship. Solid lines denote that the relationships are strong with good  

information sharing and communication pattern, while the dotted lines denote that the 

relationship/ communication is weak and needs to be strengthened (Kutzscenbach, M.V., 2008). 
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Figure 5: Social Network Approach 

In the case of HelpAge International, it is possible to create a multi-nodal network with a 

organization from each region acting as a nodal organization and developing an expert network 

around these. There can also be multiple network within a region to make the network more 

decentralize and wider in its approach. The nodes within a network have something they want to 

share with others. This might include everything from small project to any major policy changes 

undertaken by the organization. The main driver in this entire network is that shared 

communication which means shared interests and shared areas of expertise. So, an organization 

can satisfy its need for expertise directly from the expert node. Conversely, it can also contact a 

node that do not possess the needed expertise, but knows (with expertise in his social network) 

the node that is able to provide the needed expertise. Thus, in this approach, each network 

participants has its own expert network. (Vennesland, A., 2007) 

       The basic advantage of such a system is that it allows to provide rich yet complex data 

through which it enables to make visible connections and influence in a network. It enables to 
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focus on one’s relative position and role in a network. It also indicates pattern of relationships 

and exclusions. As its penetration is deep rooted, it is assumed that the desired expert in any 

given field would be possible to get connected for collaboration within the network. However, 

cost and managing such a decentralized network is definitely a major issue. 

v)   Integrated framework approach 

       While alternative ii) focuses on the organizational structure change and alternative (iii) & 

(iv) focus on the technical aspect of the problem, it is highly desirable to take advantage of all 

the systems/ approaches described above. So, an Integrated Framework Approach can also be 

one of the alternatives, in the instant case, to correct the current problem areas in the network. 

The framework integrates the key factors in this issue and can lead to more effective 

communication and expertise mapping. This can finally lead to effective knowledge transfer 

within the network (Goh, S.C., 2002). The broad framework of the approach is highlighted in the 

below chart: 
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Figure 5: Integrated framework approach 

In the above chart, it is clear that leadership is the starting point of the all the activities in 

Integrated Framework Approach. So, there is a strong need to develop virtual leadership in the 

network of HelpAge International as it can draw talent from diverse sources, share information 

and knowledge, returns on intellectual capital, facilitate formation of partnerships and alliances 

and deliver comprehensive services. Leaders in virtual world can also take several steps, from 

symbolic actions to targeted changes in work practice, to increase the free flow of information, 

shared responsibility, and cross-boundary collaboration  across distance, time, culture and 

organizational boundaries (Hesselbein, F. and Johnston, R., 2002) 

But while developing virtual leadership, it has to be kept in mind that any attempt to 

change a system might bring unintended consequences. These negative consequences can be 

more severe when you cannot actually see the Affiliates. To avoid these consequences, leaders 

should build an environment of high trust by effective communication, collaboration, sharing 

information, defining expectations, allocating resources, involving them in problem seeking/ 

solving and recognizing their contribution. Mastering the tools and managing the teams through 

which work is done is not, fundamentally, a question of technology. It is a question of leadership 

(Hesselbein, F. and Johnston, R., 2002). 

In addition, some corrective measures also need to be taken by utilizing the tools of 

Boundary Spanning Leadership i.e. Suspend, Reframe, Nest and Weave (Pittinsky, T.L., 2009) 

and Reframing Organizations i.e. Human Resource, Political and Symbolic (Bolman, L.G., and 

Deal, T.E., 2001). 
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The integrative leadership approach can also be defined as “bringing diverse groups and 

organizations together in semi-permanent ways – and typically across sector boundaries – to 

remedy complex public problems and achieve the common good”. This is highly relevant as the 

problem of effective communication and knowledge sharing also crosses geographic, 

jurisdictional, cultural, social, and national boundaries.  The framework basically contains five 

parts: initial conditions, processes and practices, structure and governance, contingencies and 

constraints, and outcomes and accountabilities (Crosby and Bryson, 2010). These elements, as 

relevant to “HelpAge International Network”, are discussed as under: 

i)        The pre-existing networks and relationship is one of the most important aspects 

for success of collaboration building and knowledge sharing. While some of these 

alliances have already mobilized on this issue, others have yet to be built. The 

organizational culture and leadership plays a very important role in creating the 

basic database through developing high level of trust and confidence and 

collaboration building. 

ii)     As a part of process and practice; the Leaders have to show willingness to share 

information that they possess and should be willing to seek information from 

other organization, however small that may be. Further, there is need to develop 

organizational culture where each employee is willing to learn and improve their 

skills by training and other modes to education. 

iii)     Structure and governance, the third element of the integrative leadership 

framework, encompasses the concepts of goals, specialization of tasks and 

division of labor, rules and standard operating procedures, and designated 

authority relationships within collaborations. There is also a need to have support 
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structures which include adopting newer technology by all the organization 

concerned. The employees, staff and networked organization should be trained to 

use newer available technology. There has to be award or reward system for 

successful knowledge sharing, cooperation and teamwork etc. HelpAge 

International needs to devise an innovative fees and funding structure wherein the 

neediest and most deserving organizations get the benefits. 

iv)      The fourth element “Contingencies and constraints” that affect the success of 

cross-sector collaboration include the type or nature of collaboration and power 

imbalances. The author points out that balancing power among diverse 

stakeholders is very important so that all can feel that they have an impact on the 

work and outcomes of the collaboration. This can be achieved by “treating all 

network members as equals” and “minimizing power inequalities”.   

v)    The final element “outcomes and accountabilities” is very important in such a 

framework. These authors assert that such collaborations are more likely to 

achieve positive outcomes when they build on individuals’ and organizations’ 

self-interests and strengths, when leaders seek favorable outcomes at all stages of 

the collaboration, and when an accountability system is in place (Crosby and 

Bryson, 2010). 

Thus, following the above principles and creating effective knowledge or expertise 

transfer/ sharing mechanism, it is possible to create an effective network that has competitive 

advantage and long term effectiveness. 

As a part of the approach, a software module has been developed for expertise mapping in 

the network. The module is capable of generating reports by specifying various key parameters, 
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which can be used for developing partnership, collaborations and network building. The program 

would provide the seeker of expertise with a profile of the experts that the database or the 

expertise finder system has located.  

But, the data of the Affiliates is very dynamic as organizations keep updating their inputs 

or expertise on having completed or performed new tasks and gaining new experience. So, there 

is a need to constantly update the data following the other principles of Integrative Framework 

approach so as to get real-time information out of database at any point of time (Screenshots and 

User Manual at Appendix-III).  
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VII. Selecting Criteria 

 

The alternatives for addressing the issue have to be judged against a set of criteria to see 

which of the alternatives is best suited to address the problem. The criteria selected aim at 

judging the outcome of each alternatives and not the alternative itself (Bardach, E., 2012). For 

assessing the above alternatives, we have selected five criteria (5 E’s) i.e. Equity, Efficiency, 

Effectiveness and Sustainability, Economic (Administrative and Implementation) and Execution 

(Education and Feasibility). 

 There are basically two categories of criteria: Evaluative and Practical / analytical.  The 

Evaluative criteria requires the analyst to apply value judgments to assess the alternatives, while 

the practical or analytical criteria rely more on facts to assess and evaluate  the alternatives 

(Bardach, E., 2012). We, in our study, have tried to use both kinds of criteria.  

In addition to these two set of criteria for evaluating the alternatives, the criteria have 

been selected on the basis of following five traits (MacRae and Whittington, 1997 and Munger, 

2000): 

1. The criteria should focus on ends and not the means. 

2. The criteria should be simply and plainly stated so it is clear how they will evaluate the

 success in satisfying the alternative. 

3. The criteria should attempt to quantify tradeoffs presented by the alternatives. 

4. The criteria should collectively encompass policy concerns of all the stakeholders. 
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5. The criteria should aim at the various aspects of the problem and so the satisfaction of 

 each criterion is mutually exclusive. 

The table below lists the criteria we have selected based on these guidelines: 

S.No Criterion Type 

I Equity Evaluative 

II Efficiency Evaluative 

III Effectiveness and Sustainability Evaluative 

IV Economic (Administrative and 

Implementation) 

Practical or analytical 

V Execution (Education and Feasibility) Practical or analytical 

  

The basis of selection of criteria and their brief descriptions are as under: 

Criteria I: Equity 

This will evaluate how the learning of one organization in the network is shared by the 

others in the network. The criteria describe the distribution of benefits and costs associated with 

each policy alternative. An equitable approach will try to bridge the disproportionate effect of 

benefits and disadvantages of various alternatives to different sections and groups of people. 

Criteria II:  Efficiency 
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There are numerous problems which are plaguing the organization, which is affecting the 

effectiveness of the network and the efficiency of the organizations. Despite being the part of the 

network, the organizations are not able to gain from the experience of the different organizations 

in network. The bringing together of the organizations, sister, Partner and Affiliates and enabling 

them to actively participate in the network lead to increase in the efficiency of the subunits and 

the network itself in the long-term. The higher the degree of balance between the alternatives and 

net-benefits, the more efficient the alternative is and vice-versa. 

Criteria III: Effectiveness & Sustainability 

New methodologies and protocols are adopted in organizations to enhance the 

effectiveness of the organization, thereby, contributes to its sustainability. When the 

organizations in the HelpAge network come to understand the benefits of their being in the 

network and freely sharing knowledge and expertise, they will definitely strengthen their efforts 

to be actively involved in it. This will, in turn, ensure effectiveness and sustainability.  

Criteria IV: Economic (Administrative and Implementation) 

Can the HelpAge organization efficiently implement the restructuring plan that is needed 

for making the network more efficient and effective? This, indeed, is a very big question. This is 

a measurement of administrative feasibility because it focuses on the ease of implementation in 

relation to the cost associated to implement the alternative. This is dependent on the 

organizational structure, norm and culture and motivation for change. Changing organizational 

structure and way the network operates requires lot of financial resources. The lower the cost 

associated with implementing the alternative, the more administrative feasibility it has. The 
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higher the cost associated with implementing the alternative, the lower administrative feasibility 

it has. 

 

 

 

Criteria V: Execution (Education and Feasibility): 

Knowledge plays a considerable role in success of any project in this networked world. 

So, every alternative has also to be judged on the scale of availability of information and possible 

dissemination to all the stakeholders in the process. The readiness of the agencies responsible for 

implementation by means of training and capacity building is also very essential. So, every 

possible alternative for its success needs also to be weighed on these criteria. 
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VIII. Stakeholder Analysis: 
  

Before working on the conclusion and recommendations, it is important to do the 

Stakeholders Analysis, as it provides an idea of the about the power and interest of various 

stakeholders, highlights the divergent viewpoints towards proposed alternatives and the potential 

power struggles among groups and individuals. This, in turn, helps in identifying potential 

strategies for negotiating a common favorable ground with the stakeholders with divergent 

interest and powers and strike a tradeoff which can lead to an optimal solution. With information 

on stakeholders, their interests, and their capacity to oppose or promote/drive reform, we can 

choose how best to accommodate them while proposing the alternatives, thus assuring that the 

final recommendations are politically realistic and sustainable. (World Bank Group, 2013) 

 

The major stakeholders in our project are HelpAge International, Affiliates/ Partners, 

Sister Organizations, International Organizations, Employees, Communities, Families of the old 

people, Donors/ Foundations/ Philanthropists, Charitable/ Religious organizations, Lenders/ 

Banks/ Insurance companies, Beneficiaries (Older people), Analysts and Interest/ Pressure 

groups, Other NGOs, National Governments, Press. Before working on the alternatives, it is 

important to assess all these stakeholders on the criteria of involvement, interest, impact, power/ 

influence and position/ attitude. 

 

- 
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Table 7: Stakeholder analysis (Matrix adapted from Varvasovszky & Brugha, 2000) 

Name Involvement Interest Impact Power/ 

Influence 

Position/ Attitudes 

HelpAge 

International 

·Nerve Center of the entire 

network. 

· Major role in achieving the 

project objectives. 

· High interest in achieving 

organization’s mission 

and objectives. 

· Efficient use of available 

resources. 

· Being the nerve centre, 

HelpAge International 

has major role in 

driving the network. 

· High power / 

influence. 

· Focus on promoting the 

network and its 

objectives. 

Affiliates/ 

Partners 

· As Partners in the 

network. 

-Not fully embedded in 

the network. 

· Want to benefit from 

the network. 

· Learn good practices 

and what not to do. 

· Being non embedded 

Partners in the 

network have little 

impact on the network. 

Not much 

power/ 

influence. 

· Want to benefit from the 

network, but not 

contributing much 

towards its growth and 

development. 

Sister 

Organizations 

· Involved in the network to 

the extent driven by 

HelpAge International. 

· Limited to learning of 

good practices from the 

network and the 

constituent 

organizations. 

· Have small impact on 

the network but have 

a great potential in 

making the network 

effective and efficient. 

· High power / 

influence. 

· Acting more like 

spectators than real 

actors. 

International 

Organizations 

· Not much involvement in 

the network but to some 

extent in the projects. 

· High interest to use the 

expertise mapping and 

the tools developed in the 

project. 

· Not much impact on 

the project. 

· May exert 

power or 

influence on 

the future 

· Initially, not much 

concerned about the 

project. 
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policies of the 

network. 

Employees 
· Much involvement in project 

and  its implementation in 

the future. 

· Interested in using the 

latest IT tools for 

efficient and effective 

working within the 

organization. 

· Have major impact on 

the implementation of 

the recommendations 

of the project. 

· Not much 

power/ 

influence on 

the project. 

· Want to improve their 

efficiency and see the 

impact of the Network 

by using the latest tools. 

Communities 
· Not much involvement. · Least interested both in 

network and the 

project. 

· Least impact · Not much 

power/ 

influence. 

· Least concerned. 

Families of the 

old people 

· Not much involve. 

. 

· Least interested. 

-Expectations from the 

network & want best 

practices replicate in 

their area. 

· Not much impact. · Least power/ 

influence. 

· Position of spectators 

but may influence the 

decision of donors / 

foundations etc. 

Donors/ 

Foundations/ 

Philanthropists 

· Involved to some extent in 

the network, but not in the 

project. 

. 

· Want efficient utilization 

of the donated funds. 

· Have much impact. · Have high 

power / 

influence. 

· Want to see their dollars 

best utilized and its 

value most realized. 

Charitable/ 

Religious 

organizations 

· Not much involvement in 

the network and the 

project. 

· Learn good practices 

from the network and 

the constituent 

organizations. 

· Have much impact on 

the network and the 

project. 

·High Power / 

influence. 

· Acting like spectators 

and trying to learn good 

practices. 
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Lenders/ 

Banks/ 

Insurance 

companies 

· Not much involvement in 

the project. 

· Want to ensure their 

revenue streams / 

sources are protected. 

· High impact due to 

money power. 

· High power 

/influence. 

· Want to ensure that the 

advocacy work of the 

network constituents 

doesn’t have an adverse 

effect on their income 

sources due to policy 

change.. 

Beneficiaries 

(Older people) 

· Not much involvement. 

. 

· limited only to the 

expectations of good 

delivery from the 

network. 

· Not much impact. · Least power/ 

influence. 

· Position of helpless 

spectators. 

Analysts and 

Interest/ 

Pressure 

groups 

· Involved in framing 

policies for the Older 

people.. 

. 

· Expectations over the 

improved performance 

from the network. 

· Much impact as free 

analysts and pressure 

groups. 

· Much power/ 

influence. 

· Want growth of sector 

and framing of related 

policies to improve the 

lives of older people. 

Other NGOs 
· Not much involvement in 

the network and the 

project. 

· Learn good practices 

from the network and 

the constituent 

organizations. 

· Considerable impact 

on the network and 

the project. 

· Much power 

or influence. 

· Acting like spectators 

and trying to learn good 

practices. 

National 

Governments 

· Involvement only to the 

extent of framing policies 

related to older people. 

· As welfare states, 

want to improve the 

lives of people in real 

sense. 

· Not much interested 

in the project. 

· Not much impact on 

the internalities 

related to the network 

and the project. 

· Power in 

framing of 

policies 

related to 

older people. 

· Want the growth of 

nonprofit sector and 

interested in improving 

in working efficiencies. 
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Press 
· Press is an integral part of 

any network or project. 

· Interested in 

publishing the success 

stories of achievements 

in the network. 

· As broadcaster, Press 

has much impact. 

· Much power 

or influence. 

· Responsible media 

always want 

improvement in all 

sphere of governance 

and the society. 
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The analysis shows the mixed response of all the stakeholders on the parameters 

of involvement, interest, impact, power/ influence and position/ attitude. But, it is 

important to take all the stakeholders on board for success of the project.  So, it is 

important to also classify all the stakeholders on the Power-Interest Grid as below: 

 

+ 
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T 

  

 

- 

              Subjects 

•Affiliates/ Partners 

•International Organizations 

•Employees 

                Players 

•HelpAge International 

•Donors/ Foundations/ Philanthropists 

•Charitable/ Religious organizations 

                    Crowd 

•Beneficiaries (Older people) 

•Communities 

•Families of the older people 

            Context Setters 

•Sister Organizations 

•Analysts and Interest/ Pressure groups 

•Lenders/ Banks/ Insurance companies 

•Other NGOs 

•National Governments 

•Press 

 -                                                    POWER                                                                     + 

 

As all the stakeholders are again scattered on the above grid, it is important to improve 

the power and interest of the group of stakeholders who are lagging on a particular count. While 

working on our alternatives and making recommendations, we shall take utmost care to fulfill the 

aspirations of all the stakeholders in the process. In addition, much stress will also be laid on 

building positive coalitions of stakeholders so to utilize the positive synergies and magnetism 

between the organizations for achieve the objectives of the project as well as network (Beneditto, 

R.L. and Thompson, K.R., 2013).  
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IX. Trade-offs  

After working out all the possible alternatives in the case, it is of utmost important that they must 

be weighed against the specified criteria so as to arrive at definite conclusion and give concrete 

recommendations on solid foundations. The table below has tried to evaluate each of the 

alternatives in terms of five E’s i.e. Economic, Effectiveness, Efficiency, Equity and Execution. 

All the criteria have been scaled from the level of -3 to +3 i.e. -3 in case of extreme adversity and 

+3 in case of extreme favoritism. As all the criteria have been found to be equally important, so 

equal weightage have been given to all the criteria while arriving at aggregate scores in each 

case.   
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1. Status Quo 

with minor 

improvements 

-2 -3 1 0 2 -2 

2. 

Organization 

Reframing/ 

Restructuring 

3 2 3 -3 -2 3 

3. Data Base 

Approach 

1 2 2 -2 -1 2 

4. Social 

Network 

Approach 

2 1 2 -1 0 4 

5. Integrative 

Framework 

Approach 

3 3 3 -2 -1 6 
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From the table above, it has been found that the last alternative/ approach has achieved 

highest aggregate score and thus found to be most suitable way to follow by the network to come 

out of the present crises. So, it is recommended that the organization should go Integrative 

Framework Approach. 
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X. Recommendations 

 

After carefully analyzing the problems in the network on the basis of evidences and 

literature review and weighing of proposed alternatives on the basis of listed criteria, following 

recommendations are made to effectively solve the problems, which the the HelpAge network is 

presently facing: 

○ HelpAge should take the issue of communication and data sharing in the network 

seriously and one of the senior officers should be exclusively given the 

responsibility for improving it. 

○ HelpAge should adopt the Integrated Framework Approach (Alternative-V above) 

to develop leadership and improving communication/ data sharing within the 

network. 

○ HelpAge should also make efforts to improve information receiving and sharing 

in the network by use of available technologies. 

○ HelpAge should create awareness about the importance of communication in the 

network among its Affiliates so as to motivate them to proactively involve in this 

process within the network. 

○ HelpAge should build trust and confidence for improved communication, 

commitment building and effective partnerships between and among Affiliates in 

the network. 

○ HelpAge should motivate and encourage Affiliates by way of reward and award 

system for information sharing and network building. 
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○ HelpAge should help the Affiliates/ Partners in building their capacities for 

improving communication and data sharing by organizing trainings at regional 

level. 

○ HelpAge should organize regional conferences and exchange visits with in the 

network to improve coordination at least at regional level. 

○ HelpAge should share success and failure stories of programmatic/ advocacy 

work in the network through in house publications and social media 

○ HelpAge should provide at least basic logistics/ technical support to its Affiliates 

for uninterrupted flow of information in the network. 

○ HelpAge should help its financially and organizationally weak Affiliates by 

guiding and helping them in fundraising and resource generation. 

○ HelpAge should start data entry in the software module provided by the 

consultants for effective mapping the expertise of Affiliates and ensure timely 

updation of data in the future also. (Screenshots and User Manual at Appendix-

III) 
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Appendix I 

 

HelpAge Affiliate Network Survey 2012   

1. What is the name of your organization?   

Answer Options Response Count  

answered question 54  

skipped question 1  

2. Since 2004, members of the HelpAge network 

have been called Affiliates. When did your 

organization become an Affiliate? 

  

Answer Options Response 

Percent 

Response 

Count 

2004 40.0% 22 

2005 7.3% 4 

2006 5.5% 3 

2007 5.5% 3 

2008 5.5% 3 

2009 1.8% 1 

2010 5.5% 3 

2011 20.0% 11 

2012 9.1% 5 

answered question  55 

skipped question  0 

3. In which geographic region is your organization 

based? 
  

Answer Options Response 

Percent 

Response 

Count 

Africa 27.3% 15 

Asia and Pacific 29.1% 16 
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Caribbean 10.9% 6 

Europe 14.5% 8 

Latin America 14.5% 8 

Northern America 3.6% 2 

answered question  55 

skipped question  0 

4. How many people does your organization reach 

each year? 
  

Answer Options Response 

Percent 

Response 

Count 

1-500 9.1% 5 

500-5,000 30.9% 17 

5,000-50,000 36.4% 20 

50,000-500,000 16.4% 9 

500,000-5,000,000 3.6% 2 

More than 5,000,000 3.6% 2 

answered question  55 

skipped question  0 

5. What is the annual operating budget of your 

organization in USD? 
  

Answer Options Response 

Percent 

Response 

Count 

Below $100,000 35.8% 19 

Between $100,000 & $500,000 34.0% 18 

Between $500,000 & $1,000,000 9.4% 5 

Between $1,000,000 & $3,000,000 13.2% 7 

Between $3,000,000 & $5,000,000 0.0% 0 

Over $5,000,000 7.5% 4 
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answered question  53 

skipped question  2 

6. What is your organizations main area of work?   

Answer Options Response 

Percent 

Response 

Count 

Network development 9.1% 5 

Training and capacity building 7.3% 4 

Programs/practical projects 40.0% 22 

Service provision 10.9% 6 

Campaign and advocacy work 18.2% 10 

Fundraising 3.6% 2 

Other (please specify) 10.9% 6 

answered question  55 

skipped question  0 

7. On which of the following themes/areas have you 

been working with HelpAge International within the 

last 5 years? (Please pick as many as you would 

like) 

  

Answer Options Response 

Percent 

Response 

Count 

Migration issues 7.3% 4 

livelihoods 40.0% 22 

Health (including HIV and Aids) 47.3% 26 

Climate change 16.4% 9 

Emergencies 41.8% 23 

Rights 65.5% 36 

Social Protection 65.5% 36 

Work 14.5% 8 
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Campaign 41.8% 23 

Advocacy 72.7% 40 

Fundraising 30.9% 17 

Health care 47.3% 26 

Social care 56.4% 31 

None of the above (please specify the reasons)  3 

answered question  55 

skipped question  0 

8. What is most important to you regarding 

affiliation with HelpAge International? (Please pick 

up to three of the options below) 

  

Answer Options Response 

Percent 

Response 

Count 

Contributing to governance, strategy and work of 

HelpAge International and network 

37.3% 19 

Capacity building to improve your ability to raise funds 39.2% 20 

Opportunity to do joint programme and practical work 

with HelpAge International 

58.8% 30 

Opportunity to network and learn and share with 

HelpAge and other Affiliates 

68.6% 35 

Taking part in campaigns and advocacy (e.g. Age 

Demands Action) on regional and global level 

51.0% 26 

Increased international profile and credibility through the 

use of HelpAge brand 

23.5% 12 

Other (please specify) 3.9% 2 

answered question  51 

skipped question  4 

9. In which of the following areas have you received 

or shared information through the HelpAge network 

within the last 5 years? (Please pick as many as you 

would like) 
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Answer Options Response 

Percent 

Response 

Count 

Older people and rights 90.6% 48 

Older people and health 67.9% 36 

Older people and social protection 81.1% 43 

Older people and care 52.8% 28 

Older people and HIV and AIDS 47.2% 25 

Older people and DRR/emergencies 47.2% 25 

Policies on ageing 67.9% 36 

Advocacy and campaigning on ageing 79.2% 42 

None of the above 0.0% 0 

Other (please specify)  1 

answered question  53 

skipped question  2 

10. How would you prefer to exchange information 

(sharing successes and learning) with other 

Affiliates, particularly from those in your region? 

(Please pick up to three of the options below) 

  

Answer Options Response 

Percent 

Response 

Count 

An Affiliate network newsletter with information and 

updates from other Affiliates 

52.9% 27 

By attending regional conferences 76.5% 39 

By attending regional training events 62.7% 32 

Through exchange visits 52.9% 27 

Through the HelpAge intranet 27.5% 14 

None of the above 0.0% 0 

answered question  51 

skipped question  4 
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11. Which of the following HelpAge resources do 

you receive? (please pick as many as you want) 
  

Answer Options Response 

Percent 

Response 

Count 

Regional newsletter 49.1% 26 

AgeWays 75.5% 40 

Ageing and Development 64.2% 34 

Annual Review 58.5% 31 

E-newsletter 56.6% 30 

Quarterly letter from HelpAge Chief Executive Officer 49.1% 26 

None of the above 5.7% 3 

answered question  53 

skipped question  2 

12. Are you satisfied with the amount of 

information/resources you receive from HelpAge 

International and the HelpAge Network? 

  

Answer Options Response 

Percent 

Response 

Count 

Yes, I am satisfied 69.8% 37 

No, I am not satisfied (not enough 

information/resources) 

30.2% 16 

No, I am not satisfied (too much information/many 

resources) 

0.0% 0 

answered question  53 

skipped question  2 

13. Do you have access (log-in and password) to the 

HelpAge intranet? 
  

Answer Options Response 

Percent 

Response 

Count 

No 54.7% 29 
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Yes 45.3% 24 

If no, please specify why not  18 

answered question  53 

skipped question  2 

14. If yes, are you using the intranet?   

Answer Options Response 

Percent 

Response 

Count 

Yes 42.4% 14 

No 57.6% 19 

If yes, for what? If no, why not?  22 

answered question  33 

skipped question  22 

15. Do you pay the annual fee?   

Answer Options Response 

Percent 

Response 

Count 

Yes 44.0% 22 

No 56.0% 28 

Please explain why you are or you aren’t paying the fee  32 

answered question  50 

skipped question  5 
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Appendix II 

Questionnaire for seeking additional information from the client about the 

network participants 

Critical Information about the Sister / Partner /Affiliate of HelpAge International 

S.No. Specifics Details 
 

1. Name of the Affiliate / Sister 

Organization / Partner: 

  
 

  Date of Inception : 

History  & Background: 

Nature of Organization: 

 Brief Description: 

 Since when part of HelpAge Network: 

  
 

  Strengths: 

Area of Work: 

Specialization: 

    Major area: 

    Minor Area : 

  
 

  Scope of influence: Local/Regional 

/National /International 

  
 

2. Mission /Goal   
 

  Total budgetary outlay and  expenditure 

incurred (Program wise) 

  
 



63 
 

  Proposed area of work in the future or 

future plan of expansion 

  
 

3. Size of the organization:   
 

  Total Revenue and Expenditure   
 

  Number of Employees / staff   
 

  Expenditure in HelpAge related activity   
 

4. Nature of intervention / work: Programmatic / Fundraising 

/Advocacy /Service Provisioning 

/Training & Capacity Building 

/Network /other 

 

5. Specific area in which you are 

working with HelpAge International 

Migration issues / Livelihood / 

Health / Climate change 

/emergencies / rights /social 

protection / work /Campaign / 

advocacy /other 

 

6. Number of people benefitted (year 

wise in last 5 years) 

  
 

7. Outstanding Achievements / 

accomplishments as a part of the 

network: 

  
 

8. How active are you in the network ( 

On a scale of 1-5, 1= Active in the 

region, 2= Active in the country, 3= 

Active in the subcontinent, 4= Active 

internationally, 5=A leader in the 

region, subcontinent or 

internationally in allied fields) 
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9. Mode of communication with the 

Partners / Sister organization 

/HelpAge International (HelpAge 

intranet; social media; email; 

newsletters; events/ conference etc.) 

  
 

10. Please arrange the mode of 

communication which you would like 

to have (with 1 being the most favored 

then 2, 3… and so on). 

  
 

11. Constraints.   
 

12. Suggestions for better sharing of 

information and communication with 

Affiliates / Sister organization / 

Partners / Other NPOs / Government 

/ People 

  
 

13. Expectations from HelpAge 

International 
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Appendix – III 

 

File: HelpAge Expertise Mapping.XLSM 

General Instruction  

The Program is written in Microsoft Excel and can be opened in any PC loaded with macro-

enabled MS Excel 2007 or later. As soon as the program is clicked; the following snap shot will 

appear. 

 

 

It has three command buttons: i) Generate Report; ii) Add Data; and iii) Cancel. The function of 

each of the button is explained in the following section: 
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I. Generate Report 

The idea of the command is to generate report from the available data. The Idea behind putting 

this at top is that this is going the most useful and frequently used tool (once all the data has been 

filled in) to find the Affiliates / Partners etc. working in any particular field of work and a source 

for potential alliance. Thus to generate report: please click on the button. Once you click on the 

button, following screen would appear:  
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Most of the field / variable are self explanatory and are drop down menu. Except for the year 

when the organization became Affiliate. You can select any one or more parameter to generate 

report. The report would be generated which satisfies all the parameters selected. So it is 

advisable to select as few variable / parameter as possible to get wider response (more number of 

Affiliates satisfying the need).  

For example, if you select region as Caribbean and Area of work with HAI as Migration (as 

shown below) 
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Once you click the button titled “Generate report” on this screen, the report would generate in 

excel file that show all the agencies in “Caribbean” region working with HAI on “migration” 

issue. The report can be copied or printed for further use. 

Note: You can change any parameter before clicking “Generate Report” or may have to re-run 

the program. You can click cancel to get out of the program. 

Limitation: You can select only one issue from each of the drop down menu. i.e you cannot 

select both “Migration” and “Health” issue in the field for generating the report. (It is not 

advisable also as it would restrict the number of response). Better option is to generate two 

reports. 

 

II. Add Data 

The idea of the command is to Add or update the existing data. Once you click on the button, the 

following screen would appear: 
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In this menu, it is required to fill in all the information as follows: 

1. Affiliate Name: Please select the Affiliate for which you want to update the data. If you 

want to add new Affiliate please select “Add New” – a relevant prompt asking for 

Affiliate name would be asked later when all other parameters are filled and “ADD” 

button is clicked. Otherwise a prompt asking “Whether to update the data or not?” would 

be asked. If update is selected as “No”, the program would exit. (Please note that all the 

parameters must be filled in / selected before clicking “Add” button otherwise in database 

that particular field would be left as blank. 

2. Affiliate Since: Please enter the year. 

3. No. of people Served: please select one value from drop down menu. (for changing the 

value in dropdown menu, please see subsequent sections) 

4. Region: Same as above. 

5. Budget: Same as above. 

6. Main area of work: You can select one or more area from the scroll down menu. If you 

want to add other area of work also apart from the one listed, please select “Other” – a 

relevant prompt would be asked later to update the other area of work. (This would also 

update the drop down menu for future use)  

7. Area of work with HAI: same as above 

8. Reason for Affiliation: Same as above 

9. Area of Information Sharing / receiving : Same as above 

10. Mode of Information Exchange: Same as Above 

11. Resources received / needed: Same as Above 

12. Paid Fees: Select Yes or No 
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13. Reason ...:  Please give the reason for the same (Can be left blank) 

Clicking “Add” would either update or add data depending on selection in item no 1 above. to 

“Consolidate data” sheet of master Excel file (Which is the source of future report generation). It 

would also update the “Base Data” sheet of the Master excel file (Which is used for showing 

value in “drop down” or “scroll” menu.  

Click “cancel” button to exit without updating the data. 

Limitations: As discussed above, for adding the new data you have to select “Add New” or 

“Other” at relevant place and prompt would be asked later to be fed-in after all parameters have 

been selected. This may create some confusion at times. But once, you are used to the program, 

it would be OK. 

III. Cancel Button:  

On the main screen, if you click cancel button, the program would exit and open the master 

Excel file to make any change manually or rerun the program. 

IV. Master File: Maintenance and update 

The Master data as well as data in drop down or scroll menu can be updated  either by the 

process as described above or can be updated manually by opening the master file by clicking the 

“cancel” button on the main menu. The master file has four sheets: 

a) Main: It just contains one button to restart the main form or screen and to rerun the 

program. 

b) Report: It contains the report generated by the process as described in Section I. It is re-

written every time program is run. The sheet can be copied (and pasted in word/pdf) or 

printed for future use before the program is re-run. The earlier report would be 

overwritten. There is no effect or provision of manually changing this sheet. 
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c) Consolidate Data: This is the Sheet which contains all the information about the 

Affiliates. This contains mainly the data used for generating report. So, it very important 

that this sheet contains correct and accurate data. An administrator at HelpAge 

international may occasionally check the sheet manually for its accuracy etc. This sheet 

can be updated using the program as described in Section II or manually 

updated/corrected /added data by going to the relevant row (for updating/correcting) or 

adding data in last or by inserting row in between. This can be done by any person even 

slightly familiar with Excel. 

d) Base Data: This sheet contains all the data used in drop down / scroll menu. This may be 

checked by people knowledgeable in the area. This sheet is also updated by Program in 

Section II but it is very important to recheck and add more data to it manually and carry 

out other operations such as sorting each column as per requirement so that it is easier for 

people using main program to select data from drop down/scroll menu. 

V. Coding / Change in basic fields 

 For any change in the basic structure of the program as well as increasing / decreasing / 

changing the fields of the program, please go to the “Visual basic” in the developer section of the 

MS Excel program. All the relevant codes / forms are available there. A person familiar with 

Excel programming would be able to make changes or you may contact our group for further 

assistance. 


